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Anthropic just handed every workflow automation vendor an existential crisis wrapped in
an open-source gift, and most enterprises haven't realized they're about to choose
between freedom and control.

The December Disruption Nobody Saw Coming

On December 18, 2025, Anthropic did something that should have triggered emergency
board meetings at every major workflow automation company on the planet. They released
the Agent Skills standard as an open format—a portable specification that lets you teach
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Claude a complex workflow once and transfer that exact capability to ChatGPT, Cursor, or
any platform that adopts the standard.

Read that again.

The workflow you spent three months perfecting inside one ecosystem? It's now
exportable. The competitive moat your automation vendor built around proprietary
integrations? It just sprung a leak. The six-figure annual contract you're locked into
because migrating workflows seemed impossible? Suddenly negotiable.

But here’s what makes this genuinely interesting—and why I've spent the last two weeks
dissecting every implication for enterprise automation strategy: this isn't just a portability
story. The Agent Skills standard is exposing fractures in enterprise Al adoption that nobody
wanted to acknowledge. It's forcing a confrontation between two fundamentally
incompatible visions of how organizations should deploy intelligent automation.

And the choice enterprises make in the next 12 months will determine whether they
capture the productivity gains everyone's been promising—or create a new category of
systemic risk that makes shadow IT look quaint.

Understanding What Agent Skills Actually Changes

Let me be precise about what Anthropic released, because the technical architecture
matters enormously for understanding the strategic implications.

Agent Skills use a three-level progressive disclosure structure that's elegantly designed for
both scalability and portability:

* Level 1: Metadata stored in a SKILL.md file—essentially the skill's identity card,
describing what it does, what permissions it needs, and what contexts it operates in

* Level 2: Detailed instructions that specify the actual workflow logic, decision trees,
and conditional behaviors

* Level 3+: Bundled resources like form templates, reference documents, and validation
rules that the skill needs to execute properly

The genius here is that contexts load only as needed. An agent doesn’t have to ingest an
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entire skill definition to understand whether it's relevant—it can read Level 1 metadata,
determine applicability, and only then pull in the deeper layers. This makes skills genuinely
portable without the performance penalty you'd expect from comprehensive workflow
definitions.

The Agent Skills standard doesn’t just enable portability—it creates a common
language for describing what Al agents should do, how they should do it, and
what guardrails should constrain them.

This is fundamentally different from what we've seen before. Previous attempts at workflow
portability focused on data formats or API specifications. Agent Skills operates at the
behavioral layer—it standardizes the instructions themselves, not just the interfaces.

The Vendor Lock-In Economy Under Siege

To appreciate why this matters, you need to understand the economics that have
dominated enterprise workflow automation for the past decade.

Every major platform—whether it's Salesforce Flow, Microsoft Power Automate,
ServiceNow, or the countless iPaaS vendors—built their business model on the same
fundamental assumption: once you've invested in building workflows within their
ecosystem, migration costs make switching prohibitively expensive.

This isn't accidental. It's architectural.

Proprietary workflow definitions, platform-specific triggers, custom object models, and
tightly coupled integrations all serve a dual purpose: they enable deeper functionality
within the platform while simultaneously increasing the cost of leaving. The deeper you go,
the stickier you become.

Forrester’s research shows organizations can achieve a 35% reduction in integration

maintenance costs by implementing cross-system orchestration layers that coordinate

CRM, ERP, HR, and security tools versus maintaining point-to-point connections. But here's
the catch that rarely gets mentioned: those orchestration layers have historically been just
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as proprietary as the systems they connect.
You escape one vendor's lock-in only to land in another’s.

Agent Skills changes this calculus entirely. If workflow definitions become portable—if the
actual logic that makes your automation valuable can move freely between
platforms—then the switching cost equation inverts. Platforms compete on execution
quality, pricing, and adjacent capabilities rather than migration difficulty.

As Axios noted when covering the release, this directly challenges how enterprises have
been forced to think about Al infrastructure investment. The question shifts from “which
platform should we commit to?” to “which platform currently serves us best, knowing we
can leave?”

The Governance Paradox: Freedom Creates Chaos

Here's where the story gets complicated, and where most analysis I've seen misses the
point entirely.

Portability sounds great in theory. In practice, it creates a governance nightmare that most
enterprises are spectacularly unprepared to handle.

Forrester predicts that less than 15% of firms will activate full agentic features in 2026—not

because the technology isn’t ready, but because governance frameworks haven’t caught
up. The same research identifies “automation complexity” as the primary barrier, but | think
that undersells the actual problem.

The real issue is accountability distribution.

When workflows live inside a managed platform, there’s a clear chain of responsibility. The
platform vendor provides the execution environment, maintains audit logs, enforces access
controls, and ensures compliance with whatever regulatory requirements apply. Your IT
team manages the platform. Your business users build workflows within approved
boundaries. When something goes wrong, the forensic trail is relatively clear.

Now imagine a world where Agent Skills are truly portable—where the same workflow
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definition might execute on Claude this week, ChatGPT next week, and some open-source
agent framework after that. Who's responsible for ensuring consistent behavior? Who
audits the skill's execution across different environments? Who notices when the same skill
produces subtly different outcomes depending on which underlying model interprets it?

Portable skills without portable governance is a recipe for compliance disasters
that will make the early cloud security breaches look minor.

This isn't hypothetical. Current research on Al in enterprise software development shows
that organizations are already struggling to maintain consistent policies across their

existing Al tools. Adding true workflow portability amplifies every existing governance gap.

The Skill Atrophy Paradox: Who's Left to Audit?

There's a second-order effect of agent-based workflow automation that Anthropic’s own
research has documented—and it should concern every enterprise leader thinking
seriously about Al deployment.

Anthropic’s internal 2025 data on how Al is transforming work reveals something

uncomfortable. Their engineers are using Al for complex tasks—averaging 3.8 out of 5 on
their complexity scale, with 21.2 tool calls per workflow. These aren’t simple autocomplete
scenarios. These are sophisticated, multi-step workflows that previously required deep
domain expertise.

And here's the concerning part: those same engineers are expressing significant concerns
about what Anthropic’s researchers call “collateral learning” loss and the supervision
paradox.

When you delegate a complex workflow to an Al agent, you stop practicing the skills
needed to perform that workflow manually. Over time, you lose the intuitive understanding
required to recognize when the agent is making subtle errors. You become dependent on
the agent’s judgment while simultaneously losing the expertise needed to evaluate that
judgment.
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Metric Value Implication
Average task complexity 3.8/5 Agents handling genuinely difficult work
Tool calls per workflow 212 Mul'Fl—.step processes with numerous
decision points
Human turns per interaction 4. Limited human oversight touchpoints

Engineers using Al for feature

. . 36.9% Core development work being delegated
implementation

The supervision paradox is particularly insidious: the more effectively you delegate to an
agent, the less capable you become of supervising that delegation. It's a feedback loop that
erodes expertise precisely when you need it most—when something goes wrong.

Now combine this with portable skills that can move between platforms. You have
workflows that might execute differently in different contexts, overseen by people whose
expertise in the underlying processes is actively degrading, governed by frameworks
designed for a pre-portability world.

This is the skill atrophy paradox that the Agent Skills standard forces into the open. It's not
a new problem—enterprises have been delegating to automation for decades—but the
combination of complexity, portability, and reduced human touchpoints makes it
qualitatively different.

The Enterprise Response: Building Internal Agent
Platforms

Given these challenges, how are sophisticated enterprises responding?

Research on workflow automation trends in 2026 indicates that the top 10-20% of
organizations are building internal “agent platforms” that manage skill orchestration

centrally. These aren't just governance layers—they’re comprehensive environments that
provide:

» Centralized skill repositories with version control and change management
* Policy engines that enforce constraints regardless of which underlying Al platform
executes the skill
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e Audit systems that track skill behavior across different execution environments

e Testing frameworks that validate skill consistency when ported between platforms

» Expertise retention programs that prevent knowledge atrophy among human
supervisors

This approach acknowledges a fundamental truth: the Agent Skills standard creates
optionality, but optionality without infrastructure is just chaos with extra steps.

McKinsey data cited in recent Kissflow research shows that predictive adaptive automation
systems can achieve 20-30% cycle time reduction, but only when deployed within

properly governed frameworks. The productivity gains from portable skills are real, but
capturing them requires investment in the orchestration layer that most organizations
haven't yet made.

The Strategic Decision Matrix

Let me be direct about the choice enterprises now face. Post-Agent Skills standard, there
are really only three viable strategies:

Strategy 1: Ignore Portability, Embrace Platform Depth

Some organizations will conclude that portability creates more problems than it solves.
They'll double down on their existing platform relationships, accept the vendor lock-in, and
trust their chosen ecosystem to keep pace with innovation.

When this makes sense: If you're heavily regulated, have mature governance within your
current platform, and don't anticipate needing capabilities your vendor won't provide,
platform depth might be the right call. The 35% integration maintenance reduction is real,
and achieving it within a single ecosystem is easier than managing portable skills across
multiple platforms.

The risk: If your chosen platform falls behind technologically—or if the Agent Skills
standard achieves broad adoption—you're potentially locked into an increasingly
disadvantaged position.
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Strategy 2: Full Portability, Minimal Governance

Other organizations will embrace portability enthusiastically, allowing teams to develop and
deploy skills across whatever platforms serve their immediate needs.

When this makes sense: For early-stage companies, innovation labs, or situations where
speed matters more than consistency, this approach can work. The friction reduction is
substantial, and the governance risks might be acceptable given the competitive
environment.

The risk: You're almost certainly creating compliance exposure, and the skill atrophy
paradox will erode your ability to catch problems before they become crises. This is the
path to the kind of Al incident that makes headlines.

Strategy 3: Portable Skills with Internal Orchestration

The sophisticated response—and the one I'm recommending to clients—is to embrace
portability while building the internal infrastructure to govern it effectively.

This means treating Agent Skills as a format, not a free-for-all. You develop skills using the
standard, but deploy them through internal platforms that enforce policy, track behavior,
and maintain the human expertise needed for meaningful oversight.

When this makes sense: For any organization where Al automation is strategic—where
you're deploying skills that touch customer data, financial systems, or operational
processes that matter—this is the only approach that captures the benefits of portability
while managing the risks.

The challenge: Building internal agent platforms requires investment. You need
architecture, governance frameworks, testing capabilities, and ongoing maintenance. This
isn't a set-it-and-forget-it solution.

What Gartner’s Projections Actually Mean

Gartner forecasts that 33% of enterprise applications will have agentic capabilities by

2028—autonomous decision-making, natural language workflow creation, and the kind of
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sophisticated behavior that Agent Skills enable.
That statistic deserves careful interpretation.

It doesn’'t mean 33% of enterprises will be using agentic Al well. It means agentic
capabilities will be embedded in a third of enterprise applications, whether organizations
are prepared to govern them or not. The applications themselves will have these features;
the question is whether enterprises will have the frameworks to use them safely.

Combine this with Forrester’s prediction that only 15% of firms will activate full agentic
features due to governance complexity, and you get a picture of significant capability
sitting unused—or worse, being activated without appropriate controls.

The Agent Skills standard accelerates this timeline. By providing a portable format, it makes
it easier for application vendors to embed agentic capabilities. Every SaaS platform now
has a blueprint for adding Al workflow automation that can interoperate with other
systems.

This is simultaneously the promise and the peril. More capability, faster—but distributed
across applications in ways that existing governance frameworks can’t easily track.

The Integration Trap Exposed

Here's what | find most interesting about the Agent Skills standard: it doesn't just challenge
vendor lock-in, it exposes the integration trap that has defined enterprise automation for
years.

The traditional model worked like this: you select a platform, build integrations to connect it
with other systems, and those integrations become part of your switching cost. The more
integrations, the more locked in you become.

But integrations also provided a kind of accidental governance. Because they required
explicit configuration, they created documentation. Because they operated through
defined APIs, they could be monitored. Because they were expensive to build, organizations
thought carefully about which ones to create.

www.arturmarkus.com | 9



The Agent Skills Standard: Why Anthropic’s December 2025 Open
Format Is Creating the First True Portability Crisis for Workflow
Automation—And Exposing Every Vendor's Integration Trap

Agent Skills bypass this entire model.

A portable skill doesn’t need traditional integrations in the same way. It describes what
should happen, and the executing platform figures out how to make it happen across
whatever systems it has access to. This is more flexible, but it's also more opaque.

The integration trap kept organizations somewhat disciplined because integration costs
forced prioritization. Remove that constraint, and you get skill proliferation—more
workflows, touching more systems, with less explicit visibility into what's actually
happening.

This is the chaos that enterprises now face: not the chaos of vendor lock-in, but the chaos
of vendor freedom without the infrastructure to use it responsibly.

Practical Implementation: What to Do Now

If you're responsible for enterprise automation strategy, here's my practical guidance for
the next six months:

Immediate Actions (Next 30 Days)

1. Audit your existing workflow portfolio. Identify which workflows would benefit most
from portability and which are appropriately locked into current platforms. Not
everything needs to be portable.

2. Assess governance gaps. Where are the holes in your current oversight model?
Agent Skills will amplify existing weaknesses, not create new categories of risk.

3. Identify expertise dependencies. Which workflows are supervised by people who
still understand the underlying processes? Where has skill atrophy already occurred?

Near-Term Strategic Moves (60-90 Days)

1. Pilot Agent Skills in low-risk domains. Start with internal workflows that don’t touch
sensitive data or regulated processes. Learn how the standard actually works in
practice.

2. Develop portability policy. Not every skill should be portable. Define criteria for
when portability adds value versus when platform lock-in provides appropriate
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governance.
3. Begin internal platform planning. If you're going to embrace portability, you need
orchestration infrastructure. Start the architecture work now.

Medium-Term Investment (6-12 Months)

1. Build or acquire orchestration capabilities. Whether through internal development,
platform acquisition, or vendor partnership, you need a layer that manages skills
across platforms.

2. Implement expertise retention programs. Combat the skill atrophy paradox by
ensuring that human supervisors maintain the knowledge needed to audit agent
behavior.

3. Negotiate platform contracts. Use your newfound optionality to renegotiate vendor
relationships. If they know you can leave, pricing and terms become more favorable.

The Broader Industry Implications

Let’'s zoom out and consider what Agent Skills means for the enterprise software industry
as a whole.

Automation vendors must evolve or become commoditized. If workflow definitions are
portable, then automation platforms compete on execution quality, ecosystem breadth,
and adjacent value rather than migration difficulty. Some vendors will adapt by providing
better orchestration capabilities. Others will find their differentiation eroding.

Al platform providers gain influence. Anthropic, OpenAl, and other foundation model
providers now have a more direct relationship with enterprise workflows. The Agent Skills
standard, while open, positions these providers as de facto standards bodies for enterprise
automation.

Integration platform vendors face disruption. The entire iPaaS category was built on the
premise that connecting systems requires specialized infrastructure. Agentic Al that can
navigate across systems dynamically challenges that premise.

Governance tooling becomes critical. The winners in the next wave of enterprise
software may be the vendors who figure out how to govern portable, agentic workflows
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effectively. This is an emerging category that barely exists today.

What This Means for Your Career

For individual practitioners—developers, architects, automation specialists—Agent Skills
creates both opportunity and risk.

The opportunity: if you can develop skills with the Agent Skills standard, you have a
portable, demonstrable capability that transfers across organizations and platforms. Your
expertise isn't locked into a single vendor’'s ecosystem.

The risk: if your value proposition is “I know how to build workflows in Platform X,” that value
proposition just weakened. Platform-specific knowledge becomes less differentiated when
workflows themselves become portable.

The strategic response: develop meta-skills. Learn to design workflows that are inherently
auditable, that maintain human oversight touchpoints, that resist the skill atrophy paradox.
The ability to build agentic workflows that remain governable—that’'s the scarce capability
enterprises will pay premium prices for.

The Road Ahead

Anthropic’s Agent Skills standard is less than 30 days old as | write this. We're at the very
beginning of understanding its implications.

But the trajectory is clear. Portable, agentic workflows are coming. The question isn’t
whether enterprises will adopt them—the productivity benefits are too substantial to
ignore—but whether they’'ll adopt them responsibly.

The vendors who built empires on integration complexity are scrambling to redefine their
value propositions. The enterprises who assumed platform lock-in was permanent are
suddenly re-evaluating strategic commitments. The governance frameworks designed for a
simpler automation era are straining under requirements they were never built to handle.

And somewhere, in every organization that deploys Al agents at scale, expertise is quietly
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eroding. The humans who once understood these workflows are becoming supervisors of
processes they can no longer fully comprehend.

This is the portability crisis that Agent Skills has created. Not a crisis of technology—the
standard is technically elegant—but a crisis of organizational capability. Can enterprises
govern freedom? Can they maintain expertise while delegating complexity? Can they
capture the benefits of portability without creating the compliance catastrophes that
come from ungoverned automation?

The next 12 months will answer these questions. And the organizations that answer them
correctly will have a substantial advantage over those that don't.

The Agent Skills standard makes workflow portability technically possible—but
whether that portability becomes a competitive advantage or a governance
nightmare depends entirely on whether your organization invests in the orchestration
infrastructure and expertise retention that portable skills demand.
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